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Introduction
There is a graphic, true story about Ken Killip who was hiking in Colorado's Rocky Mountain National Park in August 1998 and, unfortunately, got lost. During his expedition he experienced rain, hailstorms, and extreme cold weather. He suffered numerous injuries including two sprained ankles, pulled muscles in his shoulder, and damaged ligaments and cartilage in his knees. Fortunately, he was rescued after being lost for five days. Edward Cornell, a psychology professor at the University of Alberta Edmonton, who specializes in studying the behavior of people who become lost, writes:
"Whenever you start looking at your map and saying something like, 'Well, that lake could have dried up,' or 'That boulder could have moved,' a red light should go off.
You're trying to make reality conform to your expectations rather than seeing what's there. They call that bending the map." 1 The Air Force chaplain service is guilty of bending the map in its development of the Total Force chaplain service. There has not historically been a healthy integration between active duty chaplains and Individual Mobilization Augmentee (IMA) chaplains attached to active duty bases. The goal for this paper is to argue for the seamless integration of IMA chaplains and active duty chaplains so the chaplain service can successfully meet mission requirements now and in the future. 
Total Force
It is important to understand the origin and purpose of the Total Force concept.
The Total Force idea first appeared in 1970 when Secretary of Defense Melvin R. Laird articulated his vision and said, "Concurrent consideration of the Total Force, active and reserve, to determine the most advantageous mix to support national strategy and meet the threat. A Total Force concept will be applied in all aspects of planning, programming, manning, equipping, and employing Guard and Reserve forces." The Total Force policy requires reservists to play a continuous role in both wartime and peacetime operations. Gone are the days when reservists are considered "week-end warriors" and strategic reinforcements. Reservists are called to make a difference in their training and manning assistance. Readiness demands a force, which is prepared to respond quickly and efficiently. No longer are reservists just waiting in the wings to augment the active force. 5 Is the Air Force chaplain service integrating the IMA chaplains into the main stream of the AEF mission? Or are they still seen and treated, as Is it possible this may be happening in our Total Force chaplain service through a bending of the map?
The AEF requires forces that are rapidly responsive, trained and ready, modern and capable, lean and agile. One of the hallmarks of the AEF is it provides predictability and stability, which allows personnel to schedule training, education and family activities. Predictability and stability enhances retention in the Air Force and improves the quality of life for the military personnel and their families. The AEF helps cut optempo and allows our troops to spend more time at home. 8 The idea of an expeditionary force is not a new concept. During World War I, the formation of the Air Service, American Expeditionary Forces was created to support France. 9 The Navy and Marines have been structured as an expeditionary force for decades. The word expeditionary means "sent on military service abroad." 10 The AEF is about force management--using limited Air Force resources to meet the demanding requirements of the theater commander. Through a more predictable schedule, the reservist and guardsman will be able to keep provides the reservists with a specific focus and purpose for serving. They are no longer a "lone ranger" but a key member of the chapel team. It is no longer a "we-they"
quagmire, but "we need each other." Both sides bring unique gifts and skills to the table to make a win-win approach possible. But to make this a reality, positive changes need to occur. This kind of synergy can be a significant force multiplier as Total Force chaplain service personnel work and minister together to support Air Force members and their families, at home and deployed.
Readiness Training
To The origin of the word "mentor" comes from the Greek poem, The Odyssey.
When Odysseus was planning to leave for the Trojan War, he realized his only adolescent son needed to be coached on becoming a king. He hired his trusted friend named "Mentor" to be his son's tutor while he was fighting the war. A mentor is both sensitive and wise-two key ingredients of being a good mentor. A great example of mentoring is the following true story. "When I was fresh out of law school, I went to work for a large law firm. One of the partners I was assigned to would give me and other new lawyers what seemed like dauntingly complex work assignments. When we expressed ambivalence about taking on these assignments because we feared making mistakes, the partner would reassure us, saying, 'Don't worry.
There is no mistake you can make that I can't fix. I think it is much more important that you have this learning experience.' Needless to say, we all learned an enormous amount by working for this man." 32 Here is a poignant story of how to develop the troops through excellent mentoring. Sometimes it may be easier to do the job yourself, but what kind of personal and professional mentoring occurs by not trusting others to do the job?
If the active duty chaplains are not mentoring IMA chaplains to become more competent, the Total Force will suffer.
What is mentoring in the chaplain service? "The Chaplain Service defines mentoring as the intentional, focused nurturing (formal and or informal) of a less experienced chaplain by a more skilled, seasoned chaplain with the mutually agreed goal of having the less experienced chaplain acquire pertinent knowledge and develop key skills to become the very best officer and clergy possible. Mentoring is 'intentional' -a concerted effort is made on the part of the mentor and protégé to meet, discuss and interchange ideas and experiences." 33 Mentoring is an ongoing process, which takes time but reaps great rewards for the Air Force and the individuals experiencing the process. 
Survey Results-Active Duty Chaplains
The purpose of the surveys was to discern critical information regarding the Total Force chaplain service. It was broken down into three key areas: Personal, Training; and
Mentoring. This report will first cover the results of the survey given to 26 active duty chaplains (Attachment Three).
The first set of training questions were designed to determine if IMAs are receiving adequate training in areas required for active duty: annual weigh in, cycle ergometry, chemical warfare training, self-aid and buddy care training, shot records and physical exams. In this area, there was a mixed response with some indicating that training was being conducted. The majority, however, were not sure, and far too many Under mentoring, the majority of IMA chaplains received a feedback session within the last year. Two received a feedback session within 2-3 years. One said, "never", and one responded he had to seek it out. When asked, "Do you feel you need mentoring?" six responded "no", a few mentioned it was happening informally. Those who responded, "yes" said they needed mentoring in global ministry, areas of higher responsibility, career progression, and promotion issues. Many of the IMA chaplains mentioned they were currently mentoring other IMA chaplains.
Finally, under "other comments," one of the IMA chaplains summed-up the general feelings by saying, "Allow IMA chaplains to go forward and deploy. It is often easier for my civilian employer to release me from work if I'm being deployed rather than just backfilling in CONUS. Make sure we have orders as it provides us the "top cover" to be released from work."
Conclusion/Recommendations
The Total Force chaplain service has many strengths, but work needs to be done to meet current and future requirements. The temptation is to bend the map to match reality rather than to change the chaplain service to match the new terrain of the Air and It is easy to bend the chaplain service map to match the current AEF terrain without fully integrating IMA chaplains. It is easy to say we are a Total Force chaplain service in theory than to demonstrate it in practice. By implementing these recommendations, we will begin the process of re-drawing a very different map and creating a Total Force chaplain service that will effectively meet mission requirements now and in the future. As Gen Jumper said, "We need to understand how we will do business in the future. Our job will be to deploy and everything we do needs to be geared in that direction. Our training at home will be to prepare to deploy in the AEF. Our Air Force mindset will have to change." 36 The chaplain service cannot afford to allow 25% of its resources, the IMA chaplains, to continue to train under a Cold War scenario. Chaplains are to be "visible reminders of the Holy, and support directly or indirectly the free exercise of religion by all members of the Military Service, their dependents, and other authorized persons." 37 By becoming a seamless Total Force chaplain service, active duty chaplains win, IMA chaplains win, and above all the people they serve are the real winners.
Former Chief of Staff of the Air Force, General Michael E. Ryan, summed-up the ultimate goal of Total Force by saying, "…a future where we no longer have to say "Total Force"… We are the United States Air Force and that says it all!!!" 38 May that be said of the chaplain service as well.
